MEMORANDUM

Date: August 11, 2015

To: The Honorable Chair and Members From: C.H. Huckelberry
Pima County Board of Supervisors County Adminis
Re: Rillito Park Foundation Proposed Management and Operating Agreement

The Rillito Park Foundation operated Rillito Park during horseracing and other limited activities
this past year.

Rillito Park is undergoing a major renovation where soccer field development is currently
underway and will be completed by October 2015. In total, 11 soccer fields will now be
available in Rillito Park, making it the only public park within the region with this number of
soccer fields. Nine of those fields will be lit.

In addition to the racetrack, grandstands and other facilities, an active and successful
farmer’s market occurs at Rillito Park every weekend.

The existing agreement with the Rillito Park Foundation has two, one-year options remaining.
The Foundation would like to extend the management and use agreement and further define
their roles and operating responsibilities regarding the various components of Rillito Park.

On August 3, 2015, the Foundation submitted the attached proposal. This proposal is now
being reviewed by County staff, including Assistant County Administrator Nanette Slusser,
Natural Resources, Parks and Recreation, Tourism and Economic Development, Facilities
Management and the Office of Sustainability and Conservation. Each will comment on the
proposed expanded operating agreement, and the soccer community will also be asked to
review and comment on this proposal.

These reviews should be completed within 10 days, allowing for the development of a formal
operating agreement to be placed on the Board of Supervisors agenda for consideration in
mid-September 2015.

CHH/anc
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c: John Bernal, Deputy County Administrator for Public Works
Tom Burke, Deputy County Administrator for Administration
Nanette Slusser, Assistant County Administrator for Public Works Policy
Chris Cawein, Director, Natural Resources, Parks and Recreation
Tom Moulton, Director, Office of Economic Development and Tourism
Michael Kirk, Director, Facilities Management
Linda Mayro, Director, Office of Conservation and Sustainability
A. Russell True, Chairman, Rillito Park Foundation















EXECUTIVE SUMMARY

The Rillito Park Foundation proposes a year-round management agreement with Pima
County Government to oversee the day-to-day operations of the non field sports
portion of Rillito Regional Park. We believe that Rillito Regional Park can become an
important contributor to the economic vitality of our region through the generation of
new jobs and increased tourism visitation. A multi-year management agreement would
facilitate both goals.

Enhancing the multi-use vision established at Rillito, the Foundation plans for a
comprehensive effort to improve the facilities and the conducting of current and future
activities, including:

- A well promoted venue for community, educational and charitable events & festivals,
- An expanded farmers market, local food-related festivals and recycling services,

- A well maintained “infield” field sports facility, for youth and amateur sports activities,
managed by Pima County Natural Resources and Recreation,

- A historic cultural site with a museum and garden,

- A first class historic horse racing facility,

- The expanded use of the Clubhouse, Grandstands and Commercial Kitchen, and

- The expanded use of the newly constructed barns.

These activities are infended to provide recreational, entertainment, educational and
amusement opportunities for Pima County residents as well as to attract tourists, thereby
promoting regional economic development.

The key components of the Rillito Park Foundation’s’ strategies are:

- A board of directors of community leaders representing all of Rillito constituencies,
- An advisory board with talent and experience in the various activities,

- A small full time on-site staff to oversee day-to-day operations, marketing, and
fundraising, with seasonal and event staff, as appropriate,

- Relations with major and minor sustainable donors,

- Marketing contracts with local & national businesses for promotional opportunities,
- Market driven pricing for activities, balanced with regular hosting of charitable events,
and

- Arobust fund raising and revenue generating program, to provide for meaningful
renovations, capital improvements as well as for our planned activities.

The Rillito Park Foundation's Board of Directors is committed to an efficient operation
with a focused goal of having a healthy bottom-line that can be 100% reinvested in the
park.
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We believe that this investment, combined with the consolidated management of the
non field sports activities at Rillito Regional Park, has the potential to create a
formidable regional attraction. This attraction should serve to enhance the potential
uses of the field sports areas, especially in attracting regional and national tournaments.

Below is an outline of the specific components of this proposal:

1. The agreement would be a management agreement patterned in large part after
the County’s existing agreement, with the Southwestern Fair Commission, Inc., for the
management of Pima County Fairgrounds.

2. The agreement would cover all areas of the park, with the exception of the soccer
fields outside of the infield. It would also include the J. Rukin Jelks Stud Farm, which the
Foundation already manages under an operating agreement with Pima County.

3. We are suggesting a 5 year term with 3 five-year renewal options. Renewal options
would be subject to performance measures.

4. Given that the purpose of the non-profit Rillito Park Foundation is the long-term
improvement of Rillito Regional Park, and the enhancement of the benefits previously
listed, the agreement would parallel the Pima County Fairgrounds* agreement, with
100% of the net proceeds from all activities used to improve and enhance Rillito Park.

5. An annual improvement plan would be submitted for review by and approval of the
County, after an annual audited financial statement has been submitted.

6. The above plan would outline the allocation of the net proceeds with a provision
that 20% of the available monies be for purposes designated by the County. Our hope
is that the costs of maintenance for the Youth and Amateur Sports component of the
park could be subsidized - if not sustained. Supporting the economic development
activities related to the park would seem to be another suitable use.

7. The Foundation would submit an annual operating budget to the County for
approval.

8. The Foundation would have the right to sub-contract operational activities (i.e.
concessions, parking, racing activities, farmers’ market activities. etc.) with any and all
income from subcontractors included in the accounting for all annual net proceeds.
The County would have the right to approve any agreement.

9. Should the County secure a government liquor license for the facility, the
Foundation would be granted permission to use the license in their designated areas.
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10. The anticipated managed area includes the race track infield, which also contains
soccer fields. The Foundation anticipates that it would water, over-seed, mow and
other wise maintain these fields as part of its ongoing responsibility. Use of these fields
would be - first, to the Foundation for up to 30 days of racing dates each year, with prior
approval of said dates by the County - second, to the County on a first right of refusal
basis for all other dates up to two years in advance and - third, the Foundation would
have the right to reserve an otherwise unreserved date up to nine-months in advance,
twelve times a year. All major soccer tournament dates could be easily reserved by
the County as part of their right of first refusal, on a reservations system purchased and
maintained by the Foundation, but with full access rights by the County.

11. All maintenance and repairs to the facility and grounds would be the responsibility
of the Foundation as outlined in the current operational agreement with Rillito Racing.

12. Allimprovements would be the responsibility of the Foundation, subject to County
approval. Some of the improvement projects that the Foundation anticipates funding
are:

- The construction of additional barns for use during the racing season,
- Installation of a ‘movable’ pedestrian ramp to access the infield,
- Handicap access throughout the facility,

- Further improvements to the kitchen and concession areas, including upgrades
to the clubhouse kitchen so that it can be utilized as a community kitchen for
farmer’s market vendors, revenue generating users and non-profit groups,

- Further improvement to the Pavilion areq,

- Development of a sustainable energy and recycling plan, which would include
adding solar panels in suitable areas; and a recycling program, for organic
waste, grass shavings, horse manure and kitchen food waste, and

- Overall improvements to the Park entry, parking lots and parking signage, as
well as clubhouse/grandstand improvements for comfort, appearance and
safety,

We recognize that numerous details must be “filled-in" to properly define a workable
management contract. We stand ready to work with the Pima County administration to
do so. Our goal is to create an economically and environmentally sustainable regional
park without the use of faxpayer’s dollars. We believe that through cooperative
management, all constituencies that call Rillito ‘home’ can participate and enjoy a
thriving Rillito Regional Park.



Fundraising and Revenue Streams

The Rillito Park Foundation is confident that by combining park generated revenue
streams with fundraising efforts, Rillito Park can become self-sustaining. A multi-year
management agreement would remove the main obstacle to both. The classes of
revenue are NnuMerous:

Existing Off-Track Betting Commission — The Rillito Park Foundation, through its
subsidiary non-profit Rillito Racing, receives 1.86% of the total wagering on horse
races in Pima County. As part of the renewed contract for 2015 and 2016, the
Foundation also receives 8.75% of all Source Market Fees when a wager is
placed through Advance Deposit Wagering — or phone betting. For the first six
months of 2015, the total received is $112,024.13. Year-round operation of the
facility creates the future potential to materially enhance this already substantial
revenue source.

New Event Generated Revenue — As managers of the park, the Foundation will
work with existing event producers to streamline their expenses by cost sharing
insurance, licensing, permits, waste removal, parking, and security. Offering a
pro rata share of these costs to each event will reduce event expenses while
offsetting annual costs.

In addition, the inventory of rental items needed to stage a typical event is
growing. The Foundation now owns a 40’ x 60’ tent, over 1000 padded event
chairs, 5 portable turnstiles, among other items. It can offer these amenities at a
competitive price, while still enjoying a new revenue stream.

The Foundation is committed to raising the quality and quantity of events held at
Rillito Park. Foundation produced events will increase annual revenue. Plans
are underway to host music festivals, a second fall racing season, and other
events. Through increased marketing, the entire facility from the fields, to
clubhouse, to the pavilions will become a destination venue.

We anticipate that, where applicable, current groups can be “godfathered” as
to fees and charges, but that a market rent structure can be implemented for
future bookings.

Endowment & Donations — The Rillito Park Foundation is blessed to have received
the support of the Bert Martin Foundation. Gifts for 2014 and 2015 have totaled
$587,000. Another $100,000 was raised through board member pledges. To-
date over $15,000 has been collected and pledged to the ongoing effort to
relocate the barns to the east end of the park.

However, the Foundation consistently hears from potential new donors that the
absence of along-term lease prevents donors from committing to giving. The
Foundation believes the proposed management contract eliminates this hurdle.
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Marketing Rights & Product Sponsorships — Major new revenue opportunities,
which a long-term lease opens the door to, include advertising and marketing
relationships with local, regional, and national businesses. Under the
management of the Rillito Park Foundation, mulfi-year contracts will be
negotiated for signage, shared marketing and advertising for events, pouring
rights, product usage and introduction, and promotions. Naming rights and
sponsorship opportunities abound, where they make complimentary sense with
the overall use of the Park.

Concession Agreements - In addition to the revenue sharing component,
concession agreements will be awarded with substantial consideration given to
capital investment commitments. This is only possible with a longer term
agreement which allows the concessionaire to recover costs over an extended
fime period.

Farmers Market — This activity has been a tremendous success. We believe that
with consolidated management, activities can be expanded at the Pavilion
area to include many revenue producing events such as “celebrity” farm-to-
table dinners, community picnics, flea markets and more.

Community Kitchen - Further, expansion of the Clubhouse kitchen could be
planned to accommodate inclusion of a Community Kitchen, which could be
rented on a 24 hour basis to users like food trucks. We would apply for grants
that would facilitate non-profit organizations use of this facility.

Jelks Stud Farm — Integrating the Jelks House and stables as a potential meeting
venue is significant. As previously mentioned, combining with the Clubhouse
and Grandstands areas present an opportunity to derive revenue from the joint
facilities. Further, we will pursue endowment opportunities for the ongoing
preservation and improvement of the farm. The eventual completion of the
Museum - and the ensuing gifting surrounding artwork, displays, etc. - should be
substantial.

New Barns — Use of the barn area on a year-round basis is a real potential. Trail
rides through the Rillito Wash, basic boarding services, off season equestrian
training activities and educational classes are all potential new revenue sources.
Additionally, part of this area could be used for activities like bicycle rentals, for
use on the nearby “Loop”.

In Kind Services — Especially in the short run, events like a community barn raising
and donated construction services will be solicited. We already have
expressions of interest.

Small Donations — Throughout the racing season, fans have asked how they
might help support Rillito. We plan to offer small donation opportunities
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throughout the upcoming racing seasons. The Foundation actively pursues
typical fundraising efforts from raffles, merchandise sales, silent auctions, and
specifically produced fundraising events and galas.

On Site Catering — With a renovated Clubhouse kitchen, the potential for
traditional catered events becomes viable. Obvious opportunities include
weddings, anniversary/birthday parties, quinceaneras, etc. Additionally, we
envision the opportunity to host seasonal “pop-up’ restaurants.

Certainly, other opportunities will present themselves as we progress through a long
term contract. Our goal is to continually try to structure a sustainable revenue stream,
for the sole benefit of the Rillito Regional Park.
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